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Introduction
Most employees perform well, are solid organizational citizens, possess valued intellectual capital, and contribute to organizational effectiveness. This critical mass of employees is at risk due to their collective experience over the past two decades and negative lessons learned about their diminished value. These experiences include countless reductions in force, slashed training and development expenditures, reduced promotional opportunities brought about by flattened organizational structures, pay stagnation, and pay inequities (e.g., executives rewarded total compensation packages worth hundreds of times the value of average employees). Such experiences may reduce organizational loyalty and commitment. In the recent past, the employment psychological contract favored employers when unemployment was high, job openings were scarce, and employees believed that alternative external employment opportunities were few. The ultimate employee reaction to this psychological contract is to leave their organization and seek employment elsewhere; however, quitting is problematic if few external employment opportunities exist. Tekleab, Orvis and Taylor (2013) showed that adverse changes in employees' perceived psychological contracts had negative effects, including increased turnover intentions, reduced job satisfaction and organizational loyalty. However, the psychological contract leverage may shift towards employees as more jobs are created following economic recoveries. The loss of intellectual capital is a significant cost to organizations (Kraemer & Gouthier, 2014; Alexandrov, Babakus, & Yavas, 2007) . This cost is increased when competitors hire employees that quit (Moreno, Torres & Vargas, 2015) .
Job creation lags behind economic recovery as reflected in such indicators as major stock indices (e.g., DJA, S&P 500) and macroeconomic indicators (e.g., GDP). As recently as late 2013, the DJA reached record levels, but the unemployment rate stagnated and the number of new jobs generated failed to meet expectations. By 2015, new job creation increased over 200,000 monthly for 12 straight months and the unemployment rate fell to 5.5% in February, the lowest since May, 2008 (BLS, 2015 Maurer, 2015b) . While the low unemployment rate is questionable (e.g., the rate doesn't comprehend underemployment or the unemployed that give up their job search), there exists a general consensus that unemployment is declining (Jackson, 2015) . Jackson (2015) argues that there exist three signs of economic recovery: declining unemployment, strong job creation, and quit rates. When these three stars align, what will be the consequences of low organizational commitment and loyalty brought about by the negative organizational practices listed above?
As new jobs are created, it's likely that employees will perceive that external job opportunities exist. This perception may then result in active job searches. In their seminal work, March and Simon (1958) argued that employees seek and take alternative employment if they perceive that better jobs are available. A general myth is that employees don't test the job market in poor economies with fewer available jobs. This is only partly correct. The job market will always be better for top talent who are more marketable, more confident, have more employment alternatives than average employees, and are therefore more likely than their average counterparts to leave in any economy. This is true whether the economy is growing or contracting: there is typically a favorable market for excellent performers. The concept presented below, latent employee turnover, pertains to all employees that possess intellectual capital. That is, latent employee turnover pertains to all employees and not just top talent.
Latent Turnover
We introduce the concept of latent employee turnover-the potential exodus of valued employees in the near future, and ways leaders can retain valued employees. Employee adverse organizational practices such as layoffs may have resulted in employee beliefs that they are not valued, that the employment-at-will doctrine makes them expendable commodities, and that their psychological contracts have changed to their disadvantage. Employees may believe that they therefore must protect themselves and self-interest becomes paramount. These organizational practices may have eroded employee organizational commitment, decreased loyalty, and increased latent employee turnover. As early as 2012, the majority of employees was dissatisfied with their organizations and was already preparing to quit (Kelly, 2012) .
We are still recovering from the toxic mortgage crisis that significantly damaged the economy. Undaunted by this lesson, economists warn that toxic auto and student loans present similar dangers. It seems that easy credit has migrated from home to auto and student loans. However, the emphasis on toxic loans has taken management's eye off another looming crisis that threatens organizations' ability to compete: latent turnover that is hidden and threatens organizational competitiveness. Like the iceberg that sunk the Titanic, latent employee turnover threatens organizations by lurking below the water line-hidden but dangerous.
Employee Turnover, Unemployment and GDP Several models exist that emphasize the psychological antecedents of employee turnover (Price, 1977; Mobley, 1977; Mobley, Griffeth, Hand & Meglino, 1979) . Recent research have explored the relationships among economic activity and turnover. Moreno, Torres and Vargas (2015) found that job turnover was positively correlated with Gross Domestic Product (GDP) and inversely correlated with unemployment. That is, increases in the economy are related to lower unemployment and more employees leaving their positions for better opportunities. Moreno, Torres and Vargas (2015, page 11) state that:
"when the economy has a positive growth path, the turnover rate is higher at the prospect of finding work in companies that rehire or new establishments that initiate operations; in contrast, when the economy has a downturn, labor turnover rates decrease, given the shortage of vacancies in the market or the processes of layoffs" Lazear and Spletzer (2012) distinguish between voluntary turnover (when employees quit) and churning, which occurs as employees move to other positions where they can add greater value and are replaced (i.e., no net new job growth). Drawing from the Job Openings and Labor Turnover Survey (JOLTS) microdata, Lazear and Spletzer (2012) state that "Churn declines during recessions because separations, which during good times would have been associated with a replacement hire, are allowed to go unfilled during recessions. As a result, employment declines. Churn also declines during recessions because workers become reluctant to quit their jobs, and in response businesses reduce their hiring. Hiring declines during recessions. During the 2007-09 recession, four-fifths of hiring reductions were associated with reduced churn, not with reductions in job creation" (page 575).
The cost of churn is high in that employee movement to more productive uses of their intellectual capital slows during recessions and high unemployment. Conversely, churning increases during economic recoveries and GDP growth as employees leave their positions for better opportunities. Leamer (2008) argued that economic downturns lead to loss of jobs, higher unemployment in the short term, and adversely impact the long term supply of certain occupations. With respect to nursing jobs in the healthcare industry, Alameddine, Baumann, Laporte and Deber (2012) propose that economic downturns decrease demand, increase supply, freeze or decrease salaries, and decrease turnover.
Conversely, economic recoveries may be associated with job creation and reduction in layoffs (Maurer, 2015a) . While most research suggests that increases in job creation following economic recoveries, a minority of researchers argues that new job creation is volatile (Abo-Zaid, 2014). Moscarini and Postel-Vinay (2009) report that many employees terminated by large organizations during recessions are subsequently hired by small organizations during economic recoveries. Camacho, Quiros and Mendizabal (2011) argue that intense job creation followed economic recoveries during the eighties, but slower job creation followed recoveries since that time. Summers (2010) also finds that job creation will follow recovery, albeit slowly. There appears a general consensus that job creation follows economic recoveries, only slower than in previous recoveries.
Employee Retention Model
Retention of valued employees in the face of latent employee turnover requires strategic leadership and strategic human resource management. While latent turnover threatens to decrease organizational competitiveness, leaders can take steps to reduce the threat. Figure 1 contains a model of employee retention (i.e., latent turnover prevention). Human resource systems such as staffing and employee development exist within a macroorganizational context. The model's outer ring contains four contextual elements: organizational culture and values, total rewards, mentoring, and retention tracking. Organizational culture has been shown to be related to employee intention to leave and retention (Vafeas, 2015; FleigPalmer and Rathert, 2015; Timms et al., 2015; Ahmed, Pavani, and Kumar, 2014; Inabinett and Ballaro, 2014; Santora, 2009) . Total rewards, including financial and non-financial rewards, are also associated with employee retention (Giannetti and Metzger, 2015; Korsakiene, Stankeviciene, Simelyte & Talackiene, 2015; Treuren, and Frankish, 2014; Milman and Dickson, 2014; Singh and Natasha, 2010) . Mentoring refers to the process by which experienced employees assist less experienced employees. Mentoring with respect to job performance, career planning and mobility is associated with employee retention (Flynn, Mathis, Jackson and Valentine, 2016; Wang, Hu, Hurst, and Yang, 2014; Reinstein, Sinason, and Fogarty, 2012) . While not a contextual element, retention tracking, as part of a larger Human Resource Management System (HRIS), is a sound management practice that can identify turnover risks and help plan organizational responses.
Within the contextual variables described above, Figure 1 contains human resource management practices that occur during employees' life cycle. That is, employees' organizational lives begin with recruitment and selection, experience various onboarding activities (e.g., new employee orientation), complete training and development processes, progress through their careers, and finally leave the organization.
Effective human resource initiatives that are aligned with organizational objectives and effectively implemented have been linked to positive employee job commitment, low turnover intent, and organizational effectiveness (Kim, Wehbi, DelliFraine & Brannon, 2014; Wheeler, Halbesleben, & Harris, 2012; Friedman, 2009; Friedman, 2007; Becker, Huselid, & Ulrich, 2001; Urlich, 1997) . Figure 2 contains specific effective human resource management suggestions intended to decrease latent employee turnover at each stage of the employee life cycle.
Recruitment
Recruitment refers to establishing a pool of qualified and diverse job applicants. Best practices for recruitment include identifying effective recruitment sources, establishing networks within these sources, and establishing effective recruiting messages and methods (e.g., job fairs, Internet, social media). In order to reduce short term turnover, Wanous (1992 Wanous ( , 1980 introduced realistic job previews to the recruiting process. Realistic job previews provide applicants with information needed to make an informed job acceptance decision (Earnest, Allen, & Landis, 2011) . Baur, Buckley, Bagdasarov and Dharmasiri (2014) maintain that realistic job previews add value to worker socialization programs.
The use of e-recruiting has recently increased (e.g., Facebook and LinkedIn). After reviewing the use of e-recruiting, Melanthiou, Pavlou, and Constantinou (2015, page 31) concluded that a "well-designed system and strategic utilization of available information about potential candidates may significantly assist the recruitment of employees with the most suitable skills and competencies."
Selection
Selection refers to the process of selecting individuals from the applicant pool. Following a period of time where organizations were concerned about bias and discrimination, tests are commonly used in the selection process (Halzack, 2014) . The literature is replete with effective selection techniques, including job information inventories, interviews (Maurer & Solamon, 2006; Huffcutt & Woehr, 1999; Schmidt & Rader, 1999) , written tests (e.g., cognitive, aptitude, personality), and simulations (e.g., assessment centers). Of special note is the use of effective job analysis, job relatedness of employment tests, and empirical test validation (i.e., test validity and reliability) of all techniques used by decision makers to make an employment decision.
Onboarding
Onboarding is the process of socializing new employees to organizational expectations and culture. Onboarding represents an opportunity for the organization and the new employee to make positive first impressions. Graybill, Hudson Carpenter, Offord, Piorun, and Shaffer (2013) reported that typical onboarding activities include company overviews (e.g., mission, vision and objectives), introduction to key personnel, and initial training. Cable, Gino, and Staats (2013) argue that organizations should encourage new employees to express their unique job perspectives and strengths early in the onboarding process. Smith et al. (2013) found that positive feedback from peers and supervisors early in the onboarding process was related to positive new employee coping strategies and reduced turnover intentions.
Training and Development
Training and development refer to short term job specific skill building and long term career competency building, respectively. Best practices in this domain include effective needs assessment, selection and delivery of effective and efficient methods, and evaluation of training results. Alignment of training and organizational objectives is very important, as well as reinforcement of learning outcomes in the workplace that promote transfer of learning, especially with respect to training conducted off the job. Peter and Eunice (2014) demonstrated that effective training and development practices are associated with such positive outcomes as increased organizational commitment. Yean and Yahya (2013) reported a positive relationship between training and development practices and career satisfaction.
Career Management
Career management refers to the programs and activities that facilitate the progression of employees through careers. Such programs and activities include career pathing, mentoring, developmental action plans, and succession plans. The long term nature of career planning sends a message to employees that organizations value them, invest in their long term employee development, and promote from within. The deployment of a human resource management system as a tool in the planning process is also important to identify internal candidates for internal promotion. Baek-Kyoo and Ready (2012) found that employee goal orientation, perceived organizational learning culture, and favorable supervisory relationships were associated with career satisfaction.
Exit Planning
The final stage of the employee life cycle occurs as employees leave the organization. Organizations often ignore the process by which valued employees leave. Exit planning include conducting and analyzing exit interviews and retirement planning. Causes of turnover and actions to increase retention can be gleamed during exit interviews of employees that voluntarily leave (Neal, 1989) . Retirement plans may include goal setting, financial advice concerning relocation, savings, employee benefits, investment, and budgeting. The psychological challenges associated with retirement may also be addressed, such as establishing new networks, social support, and time use. Employees may believe that such activities and assistance may be indicative of a long term organizational concern for their valued employees, and hence may increase organizational commitment and reduce latent employee turnover. A case study of one organization's concerted efforts to retain its valued employees is offered below.
Case Study -Constellation Brands, Inc.
Constellation Brands (NYSE: STZ and STZ.B) is a leading international producer and marketer of beer, wine and spirits with operations in the U.S., Canada, Mexico, New Zealand and Italy. In 2015, Constellation was one of the top performing stocks in the S&P 500 Consumer Staples Index. Constellation is the number three beer company in the U.S. with high-end, iconic imported brands including Corona Extra, Corona Light, Modelo Especial, Negra Modelo and Pacifico. Constellation is also the world's leader in premium wine selling great brands that people love including Robert Mondavi, Clos du Bois, Kim Crawford, Meiomi, Mark West, Franciscan Estate, Ruffino and Jackson-Triggs. The company's premium spirits brands include SVEDKA Vodka and Black Velvet Canadian Whisky (Constellation Brands, 2016).
Constellation Brands' voluntary employee turnover is well below the average for Consumer Packaged Goods (CPG) industrial sector. According to recent survey data, the average annual voluntary turnover within the U.S. consumer products sector was 8% for 2011-2014 (Elkjaer & Filmer, 2015) , while the Constellation Brands' average U.S. turnover was just under 6% for the same time period. What accounts for Constellation Brands' employee retention effectiveness?
Contextual Factors
Using the Employee Retention model presented earlier (Figures 1 &  2) , several contextual factors drive employee retention (the model's outer ring). Constellation's market performance is a significant factor in attracting and retaining employees. STZ has outperformed the S&P 500 in 12 of the last 15 years. Constellation Brands operates within the dynamic, fast-paced beverage and alcohol industry (beer, wine and spirits). The U.S. beverage alcohol industry is growing at more than twice the rate of other CPG companies. During the 52 weeks ended Jan 4, 2015, the U.S. beverage alcohol sector dollar value grew 3-4%, while the overall CPG sector dollar value grew approximately 1.4% (Information Resources, Inc., 2015).
Constellation Brands' organizational culture and ownership structure also contribute to employees' desire to remain with the company. The company has a high percentage of family ownership and family management involvement. Constellation was founded 70 years ago by Marvin Sands and throughout its 70-year history, there have been only three Chief Executive Officers, all of whom are Sands family members. Marvin Sands served as President and CEO until 1994; his son, Richard Sands served as President and CEO from 1994 until 2007 and in 2007, Richard's brother, Robert Sands, was appointed President and CEO and continues to serve in that role today. Despite growth and leadership succession, Constellation Brands' works to remain a small company culture and feel despite its growth to more than 8,000 employees worldwide.
Corporate social responsibility, employee engagement and employee retention are closely related (Slack, Corlett & Morris, 2015; Kusuma & Sukanya, 2013; Turker, 2009; Berger, Cunningham, & Drumwright, 2006) . Constellation Brands and the Sands family have a long and generous philanthropic history and encourage company employees to give back to the communities in which they live and work. Employees are proud to work for such a giving company. Corporate social responsibility is highly valued as evidenced by the Constellation Brands' active support of the community, including significant contributions to The V Foundation for Cancer Research, F.F. Thompson Hospital and Rochester General Hospital in New York, the Heart and Stroke Foundation of Canada and the Ride to Conquer Cancer in Canada, the American Diabetes Association's Tour de Cure, Constellation Marvin Sands Performing Arts Center (CMAC), the New York Wine & Culinary Center, Haiti earthquake relief efforts, Habitat for Humanity, United Way, and many others institutions and causes.
Another important contextual factor driving employee retention is Constellation Brands' Total Rewards program is designed to attract, motivate and retain employees. The company base salaries are competitive and generally targeted at the market median; high performing employees and those considered to be "experts in their fields" have the opportunity to earn salaries toward the high end of the salary range and well above market median.
The company also offers competitive short-term cash incentives with the ability to earn higher payouts for higher levels of company and individual performance and an equity compensation program goes deep in the company. During times of high growth and/or strong performance, the equity compensation program has been a significant differentiator in the marketplace, as it has resulted in significant wealth creation for many employees. Most equity awards vest over a four-year period, and has significantly contributed to long-term employee retention. There exists a significant disincentive to leave before awards become fully vested.
Other marketplace differentiators include an attractive Employee Stock Purchase Plan (ESPP) that offers the maximum allowable discount (15%), and an annual allowance to purchase company products for purposes of promoting the company's brands with friends and family.
Performance-based equity awards are often used as a means of rewarding key employees for completion of large, strategic projects. The value of such awards can be significant, often as high as 0.5x -1x base salary, as these need to be meaningful enough to keep employees focused on the project objectives and timeline. The company also provides a webbased employee recognition program that allows employees to publicly recognize another employee for going above and beyond to solve a business problem or assist other employees and customers.
Lastly, the company offers competitive employee benefits that some researchers claim contribute to attracting and retaining valued employees (Mrkvicka, 2015) . Constellation Brands offers employees a wide range of employee benefits, including medical, dental, vision, and 401k retirement options. While not a significant driver of employee motivation, the lack of competitive employee benefits may contribute to attrition.
The contextual factors of family ownership and stability, strong philanthropic orientation, sense of corporate social responsibility, small company feel, a comprehensive Total Rewards program, and strong financial performance are intended to retain employees. The company has also proactively invested in numerous programs intended to increase employee retention and improve engagement. For example, recognizing the link between employee engagement and retention (Swarnalatha & Prasanna, 2013) , Constellation Brands conducts periodic employee surveys to assess employee engagement and to identify action plans to improve employee engagement and retention. Using the Employee Reten-tion Model, several other Constellation Brands programs are described below (Figure 3) .
Recruit
The contextual factors described above combined with Constellation Brands' public profile has made the company an employer of choice with access to a growing candidate pool over the past several years. Constellation Brands can therefore be very selective when hiring candidates for open positions. This growing candidate pool can be evidenced in the growth of the company's summer internship program over the past four years. In 2012, there were 33 applicants for 17 summer internships. In 2013, the applicant pool grew to 137 and by 2015, 1,359 applicants competed for 40 internship positions.
To support its performance management programs and help ensure the right candidates are selected for open positions, the company recently developed a competency-based model that is used throughout the various stages in the employee lifecycle (recruiting, selection, performance management, career planning, etc.). Recruiters identify candidates with the right competencies to narrow down the field of candidates and interview those exhibiting the required competencies for the role. Competencies include communication, working with others and taking initiative as well as technical competencies required to be successful in a given role.
Select
To foster retention, employees are selected and later evaluated on their ability to recognize development needs, provide challenging work assignments and develop others for more responsibility. Candidates are screened and those with the required competencies are identified using resume reviews, telephone screenings, online evaluations, and interviews.
The competency-based model helps improve the probability for a high quality hire that will remain with the company.
Onboard
Constellation's new hire on-boarding class is an instructor-led comprehensive introduction to the company's industry and business, functional departments, product education and Brand Ambassadorship. During Salute, employees learn about Constellation's rich culture and history as well as the company's vision, mission, strategic imperatives and core values. The program is designed to assist employees in their assimilation into Constellation and to provide information about the company's products to give employees a comfort level with being a Constellation Brand Ambassador.
Develop
Valued employees desire development opportunities, growth, increased responsibilities and promotional opportunities. Constellation Brands established an infrastructure that allows for developmental growth and career progression. A comprehensive employee, management and leadership curriculum supports employee growth needs. Classroom or online training programs are available to employees to build specific skills in many areas, including self-development, management development, leadership development, team development, and competency development. These programs target individual contributors as they develop functional competencies and other skills development; managers as they coach and manage others' performance, and leaders as they develop skills to motivate and direct large groups of employees. The company also offers support for continuing professional education programs (e.g., CPAs, attorneys, etc.), system skills training and industry-specific certifications (e.g., the Wine & Spirits Education Trust provides employees the opportunity to grow their knowledge of the wine & spirits industry).
About every two years, Constellation Brands nominates approximately 30 of its high potential company leaders to participate in a formal Executive Development Program (EDP). EDP consists of a week-long classroom program conducted at Harvard University followed by participation in Action Learning Projects whereby groups of 5-6 employees work on some of the company's greatest strategic initiatives. The teams develop recommendations which are then presented to the senior leadership team for consideration. To date, more than half of the recommendations have been adopted by the company, and have resulted in new product ideas, technology solutions, or other investment ideas to grow the company. Not counting employee departures due to divestitures or reorganizations, 114 employees have participated in the EDP since 2007, and only 3 have voluntarily left the organizations. In addition to working on and addressing real business issues, participants benefit from building valuable working relationships with employees throughout the organization.
Developmental opportunities and tools exist outside the classroom. For example, informal mentor programs match employees with mentors that provide coaching, in such areas as leadership and career development.
Career Management
The company recently introduced a new Talent Management process and will complete its first cycle during Spring 2016. The purpose of this process is to assess "Bench" readiness (replacements for key positions); to identify talent gaps in the organization; and to plan for development opportunities (internal) and investments (new hires). The process involves first identifying the most critical roles in the organization and then identifying the company's key talent/high potential employees. The next step is to ensure that the most critical roles are staffed with key talent. Where this is not the case, job rotations can be planned to move key talent into critical roles. Where there is not a clear match within the organization, the company can either develop the talent internally by moving a high potential employee into a critical role "stretch" assignment to develop their skills; or recruit the necessary talent into the organization. The results of the talent review process can be used for deliberate, planned job rotations or when an employee vacates a critical role unexpectedly-the company can refer to its key talent roster to identify a suitable successor.
Exit Plan
The company routinely conducts exit interviews for employees that leave voluntarily. These exit interviews have provided valuable information that reinforces several of the initiatives described above.
Discussion and Conclusion
Economists point out that the current economic recovery is not unique in that job creation typically lags economic indicators. Employers often delay filling job vacancies because of market uncertainty and an emphasis on increased productivity in lieu of adding staff. Of course, people need income to buy products and use services which in turn drive demand and the economy. Jobs are critical for long term sustainable economic growth, Job growth will eventually increase, albeit at a slow pace. When employees perceive employment opportunities outside their organization, will latent turnover manifest itself, or will valued employees be retained? The most obvious employer consideration is to place greater emphasis on the long term impact on employees of all employment actions.
Future research should explore the implications of psychological contract as employees gain more leverage and latent turnover becomes actual turnover. An important variable is employee intention to leave their organizations. Turnover intent is the process of thinking, planning, and desiring to leave a job (Wheeler, Harris, & Harvey, 2010; Steel & Ovalle, 1984; Mobley, Griffeth, Hand, & Meglino, 1979) . Research suggests that intent to leave is a predictor of turnover (Udechukwu & Mujtaba, 2007) and should be studied as they relate to the turnover model presented here (Lambert, 2012) .
The model depicted here lists specific programs organizations can employ to retain their most valued employees, such as those implemented by Constellation Brands. The model also suggests avenues for future research. For example, wages have not increased in proportion to the economic recovery (Jackson, 2015; Coombs, 2015) . Contributing further to a climate of income inequality, executive compensation has increased disproportionally more than the average workforce (typically averaging 3% over the last few years). Pay has recently become the most important factor contributing to employee dissatisfaction (SHRM, 2013a , SHRM, 2013b . The impact of pay, size of pay increases, perceived inequity, and income inequality on turnover intentions when external opportunities are believed to exist is but one avenue of study. Similar avenues for future research include the impact of latent employee turnover for staffing, career pathing, leadership, motivation and other human resource practices. 
